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We Have a Problem 

Good  

Performance 

Improve 

Procedures and 

Training  –  

SSW 

Complacency 

Events Errors 

For our facility, this was an 8 – 10 month cycle 
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Long Term ORPS Trend 

9 months 10 months 8 months 8 months 

• Trend shows 

• Performance has improved over time – frequency of reportable events 

is decreasing 

• Facility experiences a spike in reportable events every 8-10 months  

• We are trying to do something to break that trend 

• Mentoring on a 6 month frequency 

• Block training follows on a 6 month frequency 
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Just because the poster is on the wall… 

 Expectations 

 Documented 

 Communicated 

 Used for R+ 

 Used for coaching 
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Doesn’t mean that supervisors understand them or  

will enforce them consistently! 

 First and second line managers did not understand their 

leadership role in enforcing expectations 

 In some cases we failed to see that they didn’t understand the 

expectations 

 Workers were not consistently held accountable 

 This inconsistency lead to confusion within the workforce 

 We were inadequate in implementation of one of the Senior 

Management Expectations 

 Establish and communicate an achievable vision, goals, and 

expectations 
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Our solution 

 Mentor program 
 Explain in certain terms how each 1st and 2nd line manager were not meeting 

expectations 

• Use specific examples 

• Give them examples of behaviors you would see if they were meeting 
expectations 

 Have mangers commit to those expectations and develop others 

• Managers develop and commit to behaviors that will show they are meeting the 
expectations 

 Select senior managers and put them on shift for a period of time to mentor 

• Focus on coaching managers to meet expectations and increase consistency 

– Recognize problems 

– Take appropriate actions 

 Critical evaluation 

• Establish improvement goals and provide feedback 

 Periodically mentor again  

• frequency based on the facility historical cycle 

• Rebuild trust, confidence, and build credible relationships between crews and all 
levels of management 



7 

• Set, demonstrate, and enforce 

high standards for safety and 

conduct of work 

• Be engaged in work activities to 

ensure safe, disciplined work 

execution 

• Know the rules and ensure they 

are followed 

• Take ownership and champion 

improvements 

• Resolve issues quickly or 

engage the next level of 

management 

• Encourage use of step-backs 

• Hold yourself, management, 

and workers accountable 

Expectations 
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Expectations 

 Set, demonstrate, and enforce high standards for 

safety and conduct of work 

 
Focus Areas 

• Communication 

• Verification techniques 

• Command and control 

• Place keeping 

• Procedure compliance 

Good Practices 

• Routinely check in 

progress procedures for 

place keeping 

• Kick people out of the at-

the-controls area 

• Check people by 

communicating wrong to 

see if they are listening  
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Commitment 

 Discussion and 
developments of additional 
expectations by the shift 
managers/supervisors 

 Commitment to these 
behaviors 

 Each shift manager and shift 
supervisor have discussions 
with their crews 

 Senior management has 
discussions with the crews 
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Coach 

 Mentors selected based on 
past experience and ability 
to coach 

 Mentors focus on the shift 
supervisor and shift 
manager crew interactions 

 Mentors give feedback 
directly to supervisors 

 Mentors meet to compare 
observations and give 
feedback to operations 
management 
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Making it last 

 Know your plants performance cycle  

 Proactive stand downs at the right frequency (for us 
every 6 months) 

 2 weeks of mentoring prior to stand down 

 Block training 

• Con ops refresher based needs identified by mentors 

• HPI refresher based on needs identified by mentors 

• Lessons learned reinforcing above concepts 

• Technical training 

• Consistency between crews 



12 

Surprising Results 

 Our ranking and rating of personnel was wrong for 
years 
 Although our expectations were written, communicated, and 

reinforced, we did not rank and rate based on those 
expectations 

 The last shall be first 
 The things that historically made our best supervisors successful 

had been reinforced so strongly that they were difficult to 
change quickly 

 The “poor” supervisors were much stronger than expected and 
improved much more quickly than the historically “good” 
supervisors 
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Rebuilding 

 This process initially resulted in some confusion 
 Do they mean it? 

 Will it last? 

 What do you mean this isn’t right? 

 It then led to a loss of confidence 
 Some supervisors hesitated to make decisions 

 Pushed some decisions to higher level than necessary 

 The solution is consistent reinforcement of standards 
and expectations 

 Healthy performance is seen not only in safety and 
production metrics but also in a positive relationship 
between workers and their leadership 
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Good Practices for Great Supervisors 

 Placekeeping - using numbers to identify steps that are repeated 

 Placekeeping - waiting for the confirmation that the step is complete before 
making it off 

 Real time red lining of procedure steps in the field to support post job write-
up 

 Use of reverse briefs 

 Delegating pre-job preps to other operators / participants 

 Using shift expectations to point out exceptional / deficient performance 

 Procedure Reader and Supervisor plan ahead for how to handle reader-
worker traps in the procedure, e.g. concurrent steps, long/complicated 
steps, indented steps, notes that apply to multiple steps, "per supervisor" 
steps, etc.  

 Providing additional copies of procedure steps and forms for use by 
operators inside the CA to reference during procedure execution to assist 
with complicated steps, or steps that are to be completed, "...per form xxx."  



15 

Good Practices for Great Supervisors cont’d 

 Procedure Reader calling a step back to read ahead in the procedure  

 Procedure Reader, reading ahead to anticipate how best to communicate 
upcoming steps  

 Shift Manager and Shift Supervisor use of 3-way communication when 
discussing equipment status or providing operating directions, lets 
everyone know you believe in this stuff!  

 Preparing for how to use canned questions in the pre-job brief to drive 
ISMS thought process  

 Procedure Reader address the correct individual/group that is to perform 
the step, and ensures he/she has their attention before proceeding  

 Proficient use of the phonetic alphabet  

 Supervisor uses turnover meeting to establish expectations for Safety and 
ConOps performance over the course of the shift  

 Others from the initial set of slides 


